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In a previous issue, recent thinking and activity on 
of aSsinistrators were explored. Healixitlon of the naed 
the preparation of higher eaucation adsinistrators go?s 
1 decades. Even today aany individuals coce to those 
ith lisited training and perhaps no adslnistrati v» 

Bhile first-^hand srperienc« aay be the baat way to l?arn 
ion itk the long run, t rial-md-error learning alon? can b* 
nd inefficient both for the eapioyee ani for the 
. Professional developaent prograas hav? 9volv*3 
in the last decade, and a rjaber of regional and national 
ation associations aad institutions hav? sponsorei aajor 
wever, these prograas do not meet all the needs of 
ry education, often neglect?3 in adainistrator trtiniag 
artaant chairaen, aho reaait the essential link between 

adainistration in aost institutions. Bhat aight b? vary 
oas aajor national service that vould h*lp clariff, 

consolidate, iaprove, and expand on (bat not controll th? 
ied professional developaent . alternatives. (luthor/HS!!) 
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In ihe Itedi issue erf Research Currents we oq;>lored some of 
the teoetA tMmg and regarding the evaiuaeion of admin 

I— ttMon «n eiucabon (F»bcr. March 1977) This issue wifl 

kxA at tine other ade the coin— the professional devebpment orf 
oolege and unitwily administratort h bears reiterating that evalu 
alion and deuefcspmerit are conbniAOUs, interactog processes, and 
have as their common goal ihe enhancing of the personal and 
proteaofial ^om^ and develofiment of the mcfividual and his 
or her «tonislratjve performance as it contrfcutes to the overall 
effective operation c4 the educational enterprise. 
Rcakz^ian of the need to improwe the oreparation aiid training 
ol hitter eduction admmislrators goes back several decades (see 
■ Bauer (1954). Bolman (1964), Henderson (1970), Knapp (1969), 
" Mouo; (1976>, ^ Schukz (1968) Ewen toda^' college and univer 
sily at^arwlracors, arui particulariy those wfio are selected primanly 
on the hmn ol "schoWy" qualifications, often come to their posis 
vuith Imled training and perhaps no adminatrative experience 
Ihew auwerjess of the need for orierftalion m their new positions 
is sometimes wty acute, as evidenced m many of the applications 
to **e kvlttute for College and University Adnvnistrators, sponsored 
by the.Amer^An CouncU on Education. Some of the aruoeties and 
pr o btems erKountered by na*/ presidertf s. as reported by Kauffman 
(19771, bear further wrtness to this: And the nemfomers are not 
abne. Eveg ei^tenerwed adnvntstraiors are keenly aware of the 
need for professional ^rervewal ' 

does (1977) identifies several factors that "compel adminelra 
tors to consider new approaches t6 professional ^oM<h " 

• A new sense -of management accountabditv or stewardship 

• The decining riiobilitv of administrators due to higher «iuca 
tion's ecoTKjmic depreswon 

• The yowth and impact of faculty devek>pment proyams 

• The inherent relationship between administrator evaluation 
and dcvefopmeni 
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The necessity of administrator renewal for continuing insttu- 
tiorial Utaby. 

• The cofi&^xition of pr9fe»ional devdopn»ertf pro-ams to the 
body of knowledge about administrative theory and practice. 

• The refeef and rencwuaPit can bring to meeting day-to-day ad 
mirustrative pressures. 

ftchardson ( 1975), Lindquist (1^). and others stress the essen: 
tial relationship bctweeixJhe growth arid development of individuals 
arui that of the orgarazabon itself. 



Whether detesTnirwd ^ou^ setf assessment, an informal evalu- 
atwn process, or a smjcturec? appraisad system, tfiere probab^^ are 
areas of profesaonal and personal devefopment and job improve- 
ment needed for vvtua&y evciy cofiege arKl university adminis 
trator (There many testimonies to this, arxi recent research 
conducted by the Univers^ Council for E ducati o n al Administratiion 
offers suppcsrting evidence (see Edwards and Fnpfne (1976) ) This 
might be due primariy to a need lo keep abreast of new and com- 
plex higher education ijisues that have implications for admtnistra 
tive roie responstoilu-es and opportunities (legislation, re^ilation 
enforcement, coBective bargaffurtg, saiderrt needs, and EEO); it 
migN be the need for updating oneself in particular areas of ad 
rrHnistrabve corKem (personnel pobdes, tmstee relations, curricu- 
kim devefopment. planrung and budgeting, fcindraismg. studertt 
sendees, and legal issues): it mi^ also be a need, particularly in 
the case of novice admimstratorv for specific roie guidelines (duties, 
authority and responsWity) and the devefopment of individual 
skiOs. si^'les, and operating strategies relating to organizational 
behavior, tnterpersonal relations, communications, leadership 
methods, decisionmaking, ejecting change, time nwnagement, and 
delegatk>n, fenatty. it mi#it wel transcend the cognitive aspects of 
Warrwig and reflect the often ne^ected affective domain and the 
need for personal gronAth itnd renewal 

While iirst har>d experience may be the best way to leam admin 
isTfirtJon in the fong run, trial and ^crror learning aforw can be very 
expensive and inefficient both for the adminwilralof and the irnti 
nitior Learning the science and ait of administration is itself a 
continuous process, that can most effectively be accomplished by 
complementing on thejob ejqjerience with profession^ devefop^ 
ment activities creativdy fashioned or selected to meet the specific 
n^eds of the individual (Fisher (1973), pp 15 45, Gaff ef a/ (1977). 
Knapp 196(9), Ryan (1976)) Such atiivities may range from in 
form*.! proiessiorwil reading arvd institution sponsored ireminars or 
intemsbps to release time for study and travel, includmg visits to 
other campuses or participatKNi in more formal, national pro^^ams. 
The admwiistrator learner may be ar>yone from the departn>ent 
ct\aifperson to the president, and he or she may be new to admin 
istrabon or be kxvg ej^>ehenced 



Existing opportunities lor admimstrator dewefopfr^eiit today ate 
fairly prevalent One need only ^ance at the periodic calendar of 

Chttrles F h^her « dtrertor the hsUtuie fir Cotlet^ie ui%d (M»«rrs*% Ad 
mmmi^iMort. Amencan Caunctl on EduroUcKi 
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sectkxi ol Ihe Chronde o/ h^g^iet EdkM,iaion ^ 
' <^ ol nolksnal and ragkv^ cfierings^ 
«i iw nj j i w i^pcB^ skM 60 piar month) m :he array oi 
topics tovcred (The Chronide ako now has begun to pufafeh the 
**CiilrficlV* annua[^L) A ooinprehensiwe annotaied feting otf "semi 
niK. iMoriohofis. conferences and intemships*' avulabie each year 
ii OOnWned in A Guide to Pix)feask3nal Deveiopment Opportuni 
titt for C oM e g e and ikmxrsify Adrnnistraiors. pubfehed ^tnuafly 
by Ihm Anencan Councd on Education (G^oway md Fisher). The 
1977 edtton desahe& 291 pro-ams. sponsored by 90 <*ttercm 
i i^jMif atiom and assnriahons. 

k is euidnt kom the Chronide (1977?, the Guide (1977). and 
i wtwfc i al p s oiiiam annouiKements that moat nabonai and regional 
ofcnoS* lange kom a few days to a week in duratioa and that the 
shorter prog ams tend to be thematic in nature, iocustng on a 
cunent issue or mayor adm i nt stiaii vc problem. Som^ progrms arc 
mem mntf iu e ncy oriented eorxertfiatirig on the lofe of a particu- 
br adrnHHUMor as it relates both to basic concerns and adminB 
toalMe ptx)fafem-solMng. lAn irKreasing number of programs empha 
siae the team approach in instituhonai dedsion-makirtg. and 
encourage the atterxiance of several administrators from each 
partidpatirig instilution. Enrofiment in the ma^omy of these con 
ferenoes is opea to m«i6t administrators, though perh^ wrtfi 
preference given to the srionsoring organization's on*m merrhership. 
Some of the offeririgs require candidate app&cabon and limit par 
Ikipalion to a certain number, with a few of the pvograms open 
only to pa rtirul af administrator categories. 

There are, of course, tradeofb with regard to the udvaraages and 
benefits of vaixxjs workshops, seminars, institutes and other pro^ 
feMlonal development opportunities. Duie to increasingly bmiled 
b ud gan , not to nnention predous administrator time, activities must 
be s e fecte d that wodd appear to address the individuars most 
rignlftrMit rteeds meanirtghiOy and within orw's own cost and mme 
consliaims. Maior considerations wouid tnckide program breadth 
.virtus depth, curricuium design, resource personnel scheduling. 
90up size and composition, learning etnvonment. geo^aphtc 
knfion, and sponsorfs). 

ProfeukNial devekspment programs Ux administrators have 
evoked n dtkreabiy during the past decade This perhaps has been 
Ifiue in part to the realization that there is a contirtuously expanding 
body of knoMfedge arxl, as Zoffer (1976, p 7) suggests, an emerg 
ing "dcfinjHe set of responsibilities requiring a definable set of 
adminMrative skiAs" fcjr the ieadershap of our institutions of higher 
fe«ning Short term programs, in particular, have been established 
In the beief that it ,nist rrvay be possible to telescope relevant learn 
ing ej^ieriences; cnhaiKe corKeptuaJ skills and deciskxi nyiking 
ladviiqufle; impart S4Xind administrative pnncipfes. pobcies. and 
procedures; relate administrative theory to successful practice, and. 
in the inal analysis, accelerate rob effectiveness (Fisher. 1973) 



The earifpt of the natkxial inservice professional devekip 
mertf pi o gan i s founded on these tenets was the Institute for Col 
b9t and IkHMenily Adrnmistrators <ICUA) Established at Han 
UiM isHy 19S5, the Institute became affiliated with the Amenc4&n 
Coundt on Educatton in 1965 and expanded its pro-am offering 
1976, tome SJOOO administraton from 1 jZOO coOeges and uni 
wenMai had p a rttel pa i^d in its various week kx>g institutes, most of 
which hmm bmn inlenHve orientation pro-ams ior recently 
«ppo%M^ p reskferHi , vice pmkfents, deans, business officers, or 
r,t p e ti Oi in ei adn ^ nisHat ofi. Drau^ upon program leader 
the frMlitute uses a yjmhefy of tcac^vng/ learning 



methods, mducfaig addresses, patieb. seminars case^tm^ <p^>cciAn4., 
3 s t rrw i ation s, aixi smaM^gKMxp dsoissions. ParticipaliQn ^p 
pro-am is fimited and is by app l ra rifi only. Several of the insti- 
tutes are cosponsored by other educatkm assodatkxis. 

In recertt years a nimiber of nalkxial and regional higher edtjca- 
tion associatkm have estabkshed or ei^anded pro^^ssiQ,^ devel- 
opment programs frsr their ovon constiihiencies. To cooc^^^ ^ 
in^rove thev respective activities, represer^atives from dozen 
of these assodatksns are now rneeting legularly <o disc^ corimon 
concerns, leadership deveiopnaent rteeds, »d opp^nunties for 
cooperative programs and services. 

A maior institutionafl^^sponsored pro-am of natior^ profm- 
r»ence that provkdes a mc*e eitfensive learning ejtpenenc^ ^ the 
institule for Educatk>nai Management (lEM) Harvard tfrwyersity^ 
This stx^veek summer c^fermg. initiated m VfjO, dra»*« mosdy on 
Harvard resources and primarily uses the case-study i^ethod, sup- 
pfemented by other !echnk)ues, to provide a connpreh^nsigie cover- 
age of institutk>nal management apprckaches for about l20 admin- 
istrators each year (Haruard University, iOf. 1977) Two more 
recent summer offerings are the University of \A^xonsin s six>week 
kistitute for Administrative Advancentevtf and the three-uj^ Sum- 
mer Snstiti^e for Women in Fb^iier Education Administration, co- 
sponsored by Bryn Mawr College and hbgher Educabon Resource 
Sendees (HERS) Both programs, tike lEKTs, are designed around 
nrrinicourses and administrative problem sohor^g tasks. 

Avatlabfe for those who have administrative potent)^ ^ 
not yet in maior leadership positions are a Qumber of x^ationaUy. 
reoionaliy, and statewMde, consortium, and even instit^^joj^y. 
S; isored internship programs. An internship ej^>efl«r^; while 
time<onsuming and very possibly ei^ierttive, h^ the Ur^tque ad- 
vantage or bringir^ the indivkkial under the guidance of ^ mentor, 
into Ared contact v/id^ realty where he or she is free xo study, 
observe, and Icam unencumbered by the responsibilities and cpn 
straints of a specific job commitn^ent (Dobbins and Stauft^r (1972), 
Fisher (1973). Such an opporturwty represents may be the 
ideal balarxe between experierKC and study^^the juncture where, 
jiccordmg to many educatk»nal phikisop*<m, the rrtost effective 
learning takes place Perhaps the best known ational Pro^am of 
this nature is the American Council on Ed:, nation's Fe^kjws Pro 
yam in Academic Administration (founced \,^ 1965^ the /V:a 
demic Administr^ion internship PrcK^am). which provides a year 
)ong on campus learning experience for 4() promising ^^^ndidates 
e .^»ch year. 

Administrators who have partncip^d in national ^nd re^onal 
prolessionai devefopment pro9rams ofren report tM th^ have 
returned to their posts excited about using the ideas have 
acquired For some, however, it is here that an unfotuMe paradox 
occurs, for if they ak>ne have been the benefactors of a pi'CM^essional 
rer^euai e)9>erierKe, their enthusiasm can readily turn to fn^Mion 
if their irwtitution does not offer that cbm^e of receptivrtV to change 
and improvement ncmialiy enger>dered by an ongoing proyam 
of inhouse staff development 



While numerous natior»at arwi regkxuil professional development 
opportunities eidst, they obvkxisly do not meet all of the r)«eds of 
Arrierican postsecorulaiy education. Some pro-ams may ^ xoq 
expensive, too time demanding, too geo^aphkiailv remote ^ ^ 
pertinent enough to the immediate staff training nee<^ of a par 
ticular insttution at this pocitt iU ^uslorical evokitton. Mor^ xo the 
paimt. rhere are some personnel development objective* that can 
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be adta«d onV %Hthin the kx:al setbng. More and more coQeges 
and mawentoy haue be^m assessing their ouun staff needs and 
impleattflling their oun inhouse proiesionai development pro- 

Dwing the pasi two years the American Council on Educatkn's 
OGIce ol Leader^ap Devdopment in hfigher Education sun«yed 
the a m r uCTiM rf ^ 130O fJCE member institutions to get an esti 
mate of thp ratute and ea/tert of such activities. The findings, in 
duded io a supplement (Section X) to both the 1976 and 1977 
C(ilkm ci A Guide to Professional Development OpporUnsties for 
CoJfege and i/nioersify ^hrutustrators. revealed that by 1976 at 
kasi 262 cctiS'Qes and un^^rsities had some form of inservice 
professK^ial dewe]opment prp^^m for their administrative staff 
members that also freq*^iem)y involved faculty. Most of these were 
institutkjnafl^ inibaied and kxused, thou^ several were sponsored 
by oonso0to or statetWie systems. Activities ranged from workshops 
and le ii aiiaR to retreats to internships, some relabveiy brief, others 
quite eitfensiue and periodic. Topics ranged from role orientation to 
oucrent tnsttoitlonal concerns. ma:»agement by obfectK*^^. tirne and 
resouvce management, and general higher education issues 

Ccxtainly this is an auspicious beginning, and it might be appro - 
priate to assume that perhaps several hundred additional campuses 
are prov/kfing simiJar types of developrr^ental activities for their 
ad minist iative staffs. TW>nethe)ess. rt would ^ppear that there are 
stdl many institutions thai have yet to even identify their staff needs, 
not to mention explore the opportunities for their professional arid 
pefSOf^al devdoprnent. The process should begin at or near home, 
and the resulting efforts need not be expensive By using pnmanV 
local resources and a little ingenuity, some significant learning and 
pr o fes si orml gro«^th activities could be implemented, including 
occasional ir^iorrnal staff seminars and inter office "mini " intern 
ships. Realit(^based materials, bibliographies, and vanous teaching 
and leamir^g approaches for both content areas and generic proc 
run cocikl be adapted from existing programs Peer learning, as 
aduitiyi, lAOuld be an essential ingredient The foc^s uuould not 
dwel on just the present, but also on emergtng concerns and,pp 
portunities- And. as with any program, there would be provislbns 
lor evialuation and subsequent improvement of the development a! 
proccH. 

CXten rieglected in our deliberations about administrator develop 
mcnt is the depamnent ch^rperson. who. despite his or her fre 

• quent **identity crisis" these days, remains the significant and essen 
tUi turJk betune^n the faculty and ddinuit!»tration at most institutions 
ol hi^^ leamting (There are irKreasing references to this, iriclud 
Ing Booth (1977). Roach (1976). and Shtogren (1977) A number 
d Moricshops for department chairpersons have been offered dur 
ing the past decade t^y both natioruil and reg^.^.ia' education asso 
ciabons, tfKkjdir>g some dtsciplinary societies, but the enormity of 
the riced is overwhefanirig Appropriately, a few consortia and some 
ttate systems, such as California. Florida, and New York, have 
begun their own depaftmemal leadership development programs 
And at least one nva^or university is planning to offer a one to 
tiwo^VMeck national ''Institute for Depart.Tient Chairpersons ' tn the 
summer ol 1978 Hou«ver. In the final analysis the major rt'spc^n 

^ibdity in this area must rest with individual institutions - not rnly 
K tr*m t of the crudaJ role (Roach estimates that H() percent ot all 
admlnistrattvt decisions take place at the departmental level), but 
also, as Booth tr^fkcates, a prpyam of professional groM^ih for chair 
person )f hdp^ to develop future administrative leadership for 
our cottegcs and universities 



Ov Cctfsa« State and Fiilafe IVoapMta 

Many significant national, regional and even insDtunonal leader- 
shttp developmeftf opportunities are available today But oeneraily 
there is much moce that could and should be done. The respon- 
siveness arxi accompar^ying budget provision q4 institutions is the 
sme qua non of the administrabve effectiveness arxJ leadership for 
ei;ery college arnj university of cak era. The Jf^^^ior hurdles of cost, 
time, and effort must be overcome befoj^e we painfully discover 
that "administrators in great numbers a«re too busy to save them- 
selves (arxl their institutictf^) from the future*' (Zoffcr 1976. p. 10). 

One of the problerm that becomes evident to th.' adrmnistralor 
seeking p>rofessionaI ^routh and the college or unn ersity that ap- 
preciates the need for staff deveiopnraent is that of inielligenily 
identifying the most appropriate and desirable alternatives (Ryan. 
1976). Empirical evaluations of most existing programs are lacking, 
and the psychic, performance, and career benefits are usually 
based on informal feedbade It also appears tfiat there is some 
confusing duplication of effort, while at the sdme time there are 
other areas of ne^ected administrative development options 
to meet the specific needs of those who have just assumed, or are 
about to assume, positions of major leadership responsibtkly. 

What might be very useful to higher education s professional 
development efforts is some major natiorval service that wouki help 
clanfy. coordinate, consolidate, improv •. and expand on (but not 
control) the present varied alternatives. Perhaps we should take our 
lead from industry and government arnJ establish a Natiorval Aca 
demy for Leadership Devek>pment m Postsecondary Education 
iPisher. Apnl 1977), Properily conceived, endorsed, financed. aixJ 
implemented, the academy couki offer a multise^ce professional 
development F>rogram and also serve as a m^or residential confer- 
ence learning center h wouW be separately irvcorporated with its 
own trustees representative of higher education's leadership 

The acaderriy wottkl off^fr its own programs and assist those 
cosponsored by outside organizations for their oun constituerKries 
The academy's activities might build on Parkinson s concept of the 
academic staff college'' i 1970. pp. 24) ar>d Mduer s "academy few- 
higher education administrators" (1976. pp 244 4H). and wouki 
include provisions for consultatkjn. training, and relevant, future 
onented research Its cumculum might consist of a variety of short 
term module courses using various teaching and learning ap 
proaches. including the case study method. Its faculty also avail 
able to visiting groups, wcjuld be compnsed of a visiting staff of na 
tiorwi! educators, scholars, expenenced admin»str<*Tc*rs. and other 
exi>erts. each in residerKe for varwus lengths of time As part of 
its vaned resources, it might also use the services of a domestic 
version of the International Executive Servic*? Corps (Seccjnd 
Career Volunteers) 

The academy's offerings would provide an alternative learning 
opporti»nity that uvouW go beyond the capacity of one shot, short 
term seminars, workshops, and institutes, but far short of the re 
quirements in time, cost, and hurdles of gradu-ii^ degree programs. 
Indeed, the majonty of "students " would r^robablv be those who 
had completed their graduate ftudies and are povy assuming, or 
are on the verge of assuming positions of adrninistrative or ^pvern 
ing bocird responsiblity Other partwiipjants w<X4kl be experienced 
administrators in search of renewal or recent kmjwiedge m par 
ticular areas In any event, the flexible course and servkre options 
wouki enabk? the individual to fashion a learning expenence ex 
tending anv^ere . om perhaps a week to several months. >iepend 
mq on his or her <)wn specific profe>iSi<jnQ} det^elopment needs 
Thie prospects for EEO affirmative aaion optx>rtunities alone are 
worthy of deliberation 
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Ofs «nd a<sa:l8tfing» has been enlhusias-^ 
of a nafionl academy is not |ust aiound the coma.* 
educjitkwi aaurt nior lose si^ ot its rcsponsi' 
Aie wiiy beatleadcKhip and adhiMM riyati we perform- 
at its bxn^^^iiii M L. o^ learning. Present opportunit^s 
^atf deweftopment are'beV eOensiue at the nation- 
kwcif but they can otdy oomptemertf the programs 
The waitrattnrt and^the instiative. as irany 
begpnathome 



and development of oo&ege and university 
» is. or shouki be, an integral and intenelaled, ongoing 
to benefit the personal and professional gpoMth ci the 
I and his or her adnMstralive perfomiance as it contrib* 
tiles to the oweral cSectiue operation ol the educational institution. 
No longer do «ve ^mply have the task ci "maintaining the system** 
In hi^icr educatkirt? kistitulkxis today cannot aflord to be '^resc- 
flwe*: ibey must take the Initiative by beinp '^proactive*' in devek>p- 
Ing their oimi human resources, and in basing to-shape their own 



Adminiitntor euakiatxm has had its adv^ «i higher education 
doting the past few years^'but it is stifl in its infancy. H appropriate 
ncK and potential benefits have yet to be reaK^ or even con- 
sklered by most colleges and uiuvenities. The other skie of the 
coin s tag devek^pment— is more advanced, but the concept is 
itM not fc&4y appreciated, nor are all the opportunities ei^kved or 
devetope d . ki this day and age, the coBege. univasity, or stateuvide 
lyitnin that does not provide adequate budget proviskxn ksr staff 
devetopment, including administrators, is dekie^ng itself. The re- 
tpf?'nfr ' > * V is intiinsk: to the very corKept, purpose, and mission of 
iWnerican higher education ... and. in the final analysis, to the 
vlMHy of Its institutions. 

The i mpttat i on s of this lor postsecondaiy educatkm are wlf- 
ertdent VMIe progress at aO levels Is tentatively encouraging, 
many of our most vital needs and opportunities for devekTpment 
am not being approachid, let aJione realized. An institutiorrof h»g^- 
€^ Wamlrwj lhat has a progam of administrative staff evaluation 
and de v etopment is demonstrating not only that it has concern for 
Us Uodcrshlp persoruiel and their devebpment and job effective- 
ness, but ako that it m taking the in^tive r rnonitohng and im . 
prooing its owmI standanch of performance. 
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